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Earlier this year, a task force
*
of the
Design Team, in conjunction with the
Market Research Team, undertook the
AICPA’s first employee opinion survey
The objective of the survey was to
obtain a baseline measure of the AICPA
work environment and the team process
against which future progress could be
measured. The survey generally sought
to ascertain the following:

• Has the team-based environment
improved productivity and quality
of work?
• Do employees feel they receive
recognition for their efforts?
• Do employees feel they are
empowered?
• Has the team-based environment
improved the “silo mentality”?
• Have inter-team communications
improved?
• Do employees think the team-based
environment will benefit them and
our members in the long run?
The Gallup Organization, which has
conducted hundreds of employee opinion
studies using its Gallup Workplace Audit
methodology, was chosen to work
with the AICPA on this study. The Gallup
Workplace Audit is a tested and proven
measurement process that allows organi
zations to identify their internal strengths
and weaknesses as they relate to the
workplace environment and resulting

employee behaviors. In addition, Gallup
has collected and stored a wide range
of data from other companies that have
undertaken a Gallup Workplace Audit,
thus allowing the AICPA to benchmark
itself against other organizations.
The questionnaire designed for
AICPA’s baseline study included 46 items
about the AICPA as a place to work.
The first 13 questions in the survey
represented the “core measures” which
Gallup has found to be strongly predictive
of employee satisfaction and productivity.
The remaining questions included a mix
of items selected from Gallup’s inventory
of questions and items specifically relevant
to the AICPA. Each of the items included
in the survey covered a specific aspect
of work or the workplace environment
at the AICPA: customer service orienta

tion, managing productive behavior,
communication, personal growth and
development, measurement and com
pensation, ethics, environment, and
general and future orientation. With
the exception of the first question in the
survey, a “yes/no” response format was
used to allow the AICPA to compare its
results against those of other organiza
tions and because the data yielded can
be easily translated into action plans for
the AICPA.

continued on page 3

*Members of the Task Force are: Irene Kassimis, Leigh Knopf, John Lewison, and Tarron Weir.

AICPA Still Is Flexible with Flexible Work Arrangements
The FWA Task Team has been busy reviewing the feasibility
of employee suggestions to modify the Flexible Work
Arrangements (FWA) program. The FWA Survey, undertaken
in April, produced some recurring suggestions across all
work teams among the management and non-management
population alike. Those suggestions included reducing the
service eligibility, eliminating the four-day work week, revis
ing the holiday week policy, and appropriately justifying the
denial of FWA requests.
On July 16, the FWA Task Team presented the results of
their research and recommendations to management. As a
result, the following provisions/modifications to the FWA
program are effective immediately:

Reduce service eligibility to three (3)
months from one (1) year.
Prior service, that is, re-hires or service as a temporary staff
member, may be considered. In addition, an FWA may be
approved as a condition of employment for a new hire only
if the position is suitable and the arrangement meets the
business needs of the Institute.
The task team’s research showed that more and more
applicants are considering FWAs when deciding whether or
not to work for an organization. In order for the Institute to
recruit and retain the best and brightest talent, we need to
be competitive with the many companies that offer FWAs.
Additionally, the three month eligibility period aligns
with the Institute’s 30-60-90-day review policy. Within the
first 90 days of employment, the manager assesses how the
employee is meeting the expectations of the position and
his or her understanding of the operations of the work team
and the Institute.
Does this mean that a new employee who completes
three months of service is automatically eligible for FWA?
No. This change in policy only relates to the minimum ser
vice eligibility. In order to be eligible for FWA, the employee
must be a solid performer, have an understanding of the
operations of the work team and the Institute, have a good
working relationship with the supervisor and the work team,
and be a self-motivated individual who has demonstrated that
(s)he is dependable in accomplishing work assignments and
meeting deadlines.

Retain the four-day work week option.
One of the issues expressed by managers and non-managers,
FWA participants and non-participants, was that the four-day
work week is disruptive. The task team did consider elimi
nating this option. However, the recommendation, which
was supported by the management staff, is to continue to
offer the four-day work week as an option for the following
reasons:
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• It keeps the Institute competitive with other companies;
• The Institute is striving to offer move flexibility, not less;
• Other factors may be contributing to the disruptive
ness, such as frequent meetings which have resulted
from the many initiatives the Institute has undertaken;

• The four-day work week is currently used by less than
5% of the staff.
However, the decision to offer the four-day work week
as an option is at the discretion of the team leader and
should be supported by the day-to-day work team.
Although the four-day work week will continue to be
offered, most managers and non-managers agree that a 9/70
schedule is preferred.The 9/70 option, which provides for
one day off every two weeks for working slightly longer days,
is a “win-win” for the Institute and the employee, and it is
the preferred FWA schedule at the Institute.

Continue to revert back to a normal work
week schedule during holiday weeks.
Holiday weeks present a challenge for employees and
managers alike. Employees who responded to the survey
asked the task team to consider other ways to handle holi
day weeks. The task team looked at different options that
would allow employees to remain on their compressed
work week (CWW) schedule during holiday weeks. One
option was to make the holiday worth seven (7) hours,
which would require employees to adjust their daily work
schedules. This option is difficult for managers who need
to keep track of changing schedules from week to week.
Another option was to remain on a CWW schedule
exactly as is during holiday weeks in exchange for one
floating holiday a year. This option proved inequitable, with
some employees receiving a greater “benefit” (additional
hours off in a year) than other employees.
The task team also considered allowing employees to
remain on their CWW schedule and deducting the extra hours
from the employee’s vacation bank.This option results in
additional administrative burden and is difficult to administer
for exempt employees who do not track their hours.
Allowing employees to remain on their CWW schedule
presents another problem. Employees often tack on vacation
days to holiday weeks. Between CWW days and vacation
days, many teams might find themselves short-staffed during
holiday weeks.
After all these options were considered, the task team
determined that the best and most simple way to handle
holiday weeks is to continue to revert back to a normal
work week (or weeks) schedule during holiday weeks.

continued on page 10

Results of Staff Survey...

continued

A total of 473 employees participated in the survey, a
response rate of 72%. Employees responding to the survey
represent a good cross-section of all AICPA employees.
Following are the results of the survey; the “Gallup Com

parison” data included in the charts represents 35 service
organizations who, like the AICPA, had undertaken a
Gallup Workplace Audit for the first time.

Profile of Respondents

continued on page 4

Results of Staff Survey...

continued

LOCATION

PARTICIPATION ON A CROSS-FUNCTIONAL TEAM

Never a Member

Percentages by type of team
do not add to 100% because not
all respondents answered these questions.

Overall Satisfaction with AICPA as a Place
to Work
The majority of AICPA employees are satisfied with the
AICPA as a place to work. However, compared to other

service companies (“Gallup Comparison’’), the AICPA has
fewer employees who are extremely satisfied and more
who are either dissatisfied or extremely dissatisfied.

OVERALL SATISIFACTION WITH AICPA AS A PLACE TO WORK |

continued on page 5
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Results of Staff Survey...

continued

Core Measures
Gallup has developed a “productivity formula” based on
four items that have been found in previous Gallup
Workplace Audits to be highly correlated with employee
productivity. The four items in the formula measure:
Talent — “At work, I have the opportunity to do what I
do best even day.” (This dimension is a measure of how
well employees match their jobs.)

Relationships — “My supervisor or someone at work
seems to care about me as a person.”

Expectations — “I know what is expected of me at work.”

When compared to other service organizations, the
AICPA responses are comparable to or higher than other
service organizations on the “relationship” and “expecta
tion” items, but lower on the “talent” and “recognition”
aspects. The result is a somewhat lower “productivity score”
(based on Gallup’s formula) for the AICPA (1.24) than the
average for other service companies (1.45). Among the
remaining core measures, the AICPA especially shows a
weakness compared to other service companies on com
mitment to the organization’s mission and having the
necessary materials and equipment to do one’s work right.

Recognition — “In the last seven days, I have received
recognition or praise for good work.”

CORE MEASURES

(Percentage Indicating "Yes")
c
I know what is expected
of me at work.
My supervisor or someone
at work seems to care
about me as a person.

My associate(s) (fellow
employees) are committed to
doing quality work.
In the last year, I have had the
opportunities at work to learn
and grow.

At work, I have the opportunity
to do what I do best everyday.

I have materials and equipment
I need to do my work right.
In the last six months, someone
at work has talked to me about
my progress.

There is someone at work who
encourages my development.
The mission of the AICPA makes
me feel my job is important.

At the AICPA, my opinions seem
to count.

In the last seven days, I have
received recognition or praise
for good work.
I have a best friend at work.

continued on page 6

5

Results of Staff Survey...

continued

Customer Service Orientation
Virtually all employees say they are committed to providing
members with the highest quality service and support,
and three-fourths feel that the team-based environment
will benefit members in the long run. Two-thirds feel
that the quality of their work is better than last year at

this time, and the same proportion say they think about
ways to give members the very best experience. How
ever, just over half of the employees responding to the
survey have recently heard their supervisor talk about
the AICPA’s mission.

CUSTOMER SERVICE ORIENTATION
(Percentage Indicating "Yes")

I am committed to providing
members with the highest quality
service and support possible.*
The AICPA’s transition to a
team-based environment
will, in the long run, benefit
our members.*

I think about ways to help our
members have the very best
experiences with our products
and services.*
I feel the quality of my work is
better this year than last year
at this time.*
I am very knowledgeable about
the service we provide
to members.

AICPA employees serve
members with excellence.*
I have heard my immediate super
visor talk about the mission of the
organization in the last three months.

Managing Productive Behavior
While a majority of employees gave affirmative ratings for
each of the three items dealing with managing productive

behavior, the item dealing with the immediate supervisor
having given recognition in the last month barely earned
this distinction.

MANAGING PRODUCTIVE BEHAVIOR
(Percentage Indicating "Yes")

My immediate supervisor lets
me decide how to do my work.*

I feel I am more productive this
year than I was last year
at this time.
My immediate supervisor
has given me recognition
in the last month.*

continued on page 7
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Results of Staff Survey...

continued

Communications
The fact that a large majority of employees say that their
immediate supervisors listen to them is a strength, one
higher than the comparison to other service companies.
Although a reasonable majority of respondents say their

immediate supervisors keep them informed, this is lower
than that of other service organizations. In addition, inter
nal communications is a weak area — only one-fourth of
employees responding to the survey say that there is
good internal communication at the AICPA.

COMMUNICATION

(Percentage Indicating "Yes")

Personal Growth & Development
Only a minority of employees said that the AICPA provides
timely training for the knowledge and skills they need
and that they have professional growth opportunities in

the organization. Although a majority said their supervisor
encourages their training and growth, the figure is below
the Gallup comparison.

PERSONAL GROWTH & DEVELOPMENT
(Percentage Indicating "Yes")

continued on page 8
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Results of Staff Survey...
Measurement & Compensation
Only a minority of employees responding to the survey
say that the performance appraisal system is a valuable

continued
tool in their professional development and that the AICPA
performance appraisal system accurately measures their
performance in a team-based environment.

MEASUREMENT & COMPENSATION
(Percentage Indicating "Yes")

The AICPA's performance
appraisal system is a
valuable tool in my
professional development.*
The AICPA performance
appraisal system accurately
measures my performance in
the team-based environment.*

Ethics
About three-fourths of AICPA employees agree that
their immediate supervisors are fair in their dealings
with them, act with the highest ethical behavior and

professionalism, and keep their commitments.This high
sense of ethics, which is similar to the Gallup compar
isons, is a strength at the AICPA.

ETHICS

(Percentage Indicating "Yes")

My immediate supervisor is
fair in his/her dealings with me.
My immediate supervisor
acts with the highest ethical
behavior and professionalism.*

My immediate supervisor
keeps his/her commitments.

continued on page 9
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Results of Staff Survey...

continued

Environment
Seven items regarding the workplace environment were
included in the survey. Most employees say that they feel
empowered, that they appreciate the people they work with,
and that the AICPA is a good place to work. They also tend
to feel that the team-based environment will work and that

their day-to-day work teams are well organized. However,
employees are generally negative about the AICPA utilizing
contributions from staff throughout the Institute, getting
state-of-the-art training, and having a supportive overall
environment that helps them be productive. This last
item is considerably below the Gallup comparison.

ENVIRONMENT

(Percentage Indicating "Yes")
0%
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The people with whom I work
help each other when
there is a need.

The AICPA is a good place to
to work.*

AICPA employees are responsive
to others in a respectful and
courteous manner.*

I am empowered to problem
solve and make accountable
and responsible decisions.*
The team-based environment
will, in the long run, benefit me
as an employee of the AICPA.*
My day-to-day work team is
well organized.

The AICPA’s environment is
one that respects and utilizes
contributions from staff
throughout the Institute.*
The AICPA provides me
with the training and support
I need to effectively use the
technology available to me.*

I feel the environment of the
organization helps me
be productive.

General & Future Orientation
A minority of employees say that they are optimistic
about their future with the AICPA, or that there is good

interdepartmental cooperation between day-to-day work
teams. In addition, only a minority of the staff say that the
Institute’s management wants to know how they feel.

GENERAL & FUTURE ORIENTATION
(Percentage Indicating "Yes")

I am very optimistic about
my future with this organization.
There is good inter-departmental cooperation among
AICPA day-to-day teams.*

I really feel this
organization's management
wants to know how I feel.
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AICPA Still Is Flexible with Flexible Work
Arrangements... continued
Criteria for FWA participation.
One of the key issues raised by survey respondents was
that denial of FWA requests should be justified with sound
business reasons. Managers responding to the survey said
they needed more guidance on what type of position and
employee would be well-suited for an FWA. After careful
examination of these issues, the task team saw them as
being related. As a result, materials have been developed
to assist employees and managers in determining whether
or not an FWA is feasible. They are:

• Guidelines for FWA Participation — This document
asks questions that will assist employees and managers
in analyzing the “flex” potential of a job and examining
the characteristics of the employee to determine if an
FWA is appropriate.

• Written Proposal — Employees requesting an FWA
must submit a written proposal which outlines the
proposed arrangement including schedule, coverage,
how business needs will be met, evaluating the arrange
ment, etc. The purpose of submitting a proposal is
to ensure that important issues and concerns have
been properly addressed before entering into an
FWA arrangement.
• Evaluating an FWA Proposal — As the name implies, this
document provides managers with some guidance on
evaluating the FWA proposal, and will assist managers
in establishing business reasons for denying an FWA
request. Employees should review the document as
well to ensure that all questions have been answered
in the proposal.
These documents can be found on the FIR Bulletin
Board under “Flexible Work Arrangements,” and soon in
VIC, HR’s Virtual Information Center.

Black-out areas.
There are certain teams, specifically, Finance and MIS, that
are currently ineligible to participate in the FWA program
due to special projects. Senior management has determined
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that by January 1,1998, employees in those teams may be
considered for a flexible work arrangement.

Education and communication.
Every employee and manager in the Institute is responsible
for making the FWA program work. Understanding that FWA
is a privilege, not an entitlement, that business needs must
come first, that flexibility on everyone’s part is necessary,
and that not every job or an individual’s performance
is appropriate for FWA are just some of the keys for a
successful FWA program.
Although briefing sessions were open to all employees
when the FWA program was introduced, more education and
communication is needed to ensure that these key messages
are understood by everyone. Soon, we will be rolling out
educational sessions for the benefit of current FWA partici
pants, employees with supervisory responsibility, and for
employees who may be considering working an FWA. The
purpose of these hour-long sessions is to review the FWA
program and the key success factors that must be achieved
in order for the FWA program to work. Information on when
and where these educational sessions will be held will be
announced in FastFacts in the upcoming months.
In addition, the FWA Task Team plans a series of articles
that address issues and concerns about the FWA program.
Look in upcoming editions of FastFacts for articles on
“Privilege vs. Entitlement,” “Developing a Written Proposal,”
and “Success Stories” to name a few.

Future FWA programs.
The FWA Task Team is continuing research on additional
FWAs, including telecommuting and time-off banks.These
programs are complex and will have a significant impact
on the Institute.The FWA Task Team plans to present their
recommendations on these programs to management by
the end of 1997.
If you have any questions about the FWA program,
contact a member of the FWA Task Team: Marsha Bonner,
Susan D’Angelo, Pat Duane, Christine Stout, and Ela Work.
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